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TO: Lester Snow

FROM: Andy Gunther
Applied Mafilae Sciences HAR 2 6
Dz~d Bem~d

. ~SSA Tec~olog~¢s .

D~ft Organizational Diag~m

~s memo describes a propos~ org~uon s~mc~r¢ im~d~ to sere ~ th¢ long-re~ housing
for Bzy-Del~ restoration ~d m~ag~ent acfi~des, under the leadezs~p of rh¢ C.~ Policy
Group. The desi~ b deliberately intended to pro,Ad¢ several ~e~ for ~ff¢~ivr ~d me~n~
s~zkCholdCr ~puL Readers should be aw~e ~a~ ~his is an inid~ ~ropo~L ~d ~ha~.we we!come
commems, sugges~ons, andconstructive c~ic[sm.

Onc~ the overall s~c~r is grner~ly acceptable to C~, ~e plan is ro th~ ~e this wi~
~!~z~ ~d to di~ zhr ~me~, s~k~g consensus on a s~cmr~ accrpz~le m ~. major~oups
~s. ~cet~ ~ compIcz~ ~ new section ~[1 b~ added to ~is memo de~b[ng ~e proposed
tr~skion path ~nd ~e*~btr, and the conse~s building .process ~ be rcp~t~: ~ we~,
rropos¢ ~o oufl~e w~ ~ ~u~ set ofacd~des would look like ~dm descfib~ how input ~om
all l~¢Is and components would’~be inte~ated ~d u~d to deve!op ~ ar~ual a~ion pl~
all ~jor a~des ~mrd at ecos~em restoration. "

~ ~e fo~o~ ~ons we ~ (1) k=y ~mpdo~, 0i) ~e ~ur ~ncfional l~els to zhe
~d ~).~� ~on~ roles ro be played by th~ pa~icip~n~s ~ ~ch of~he indi~du~ boxes. As
we briefly address the issu~ or" stakeholder involvement ~d Ca~rgo~ [1[.

Key Assumpfio~

~e following ~sumptions were used to ~mid~ d~¢lOpment ofzhe proposed ~u~:

i. R is ~er to ~r~o~ ~he ~cfion of e~sfing pr¢~s ~d org~tions ~h~ ~
The inifi~ s~re~ is, therefore, ro ~ and akCr behavior ~d obj~riv¢s of e~ng prol~ams,
~her ~ r~re ~h~m. Later ~e EI~IS pro~ss c~ be used ~o propose res~c~ng, if
needed.

2. The tong-term CALFED management stracture must faci!itate both:
a. adaptive man~ement, and
b. stakeholder involvement and input.
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3. CALFED’s main obligation is to identify and imp!ement a unified set o£ ecos)’stem goals and
objectives that leads to integrated plarming and coordinated action.

4. CALFED must p�riodically sponsor a review of the current ’state oftho ecosystem’ and, t~rom
¯ this, reevaluate the current s~ of’ecosystem goals and objectives.

5. There are t-,-o main ways for CALFED to get thia~ done:
a. through agreem~t within the policy group: this leads to directives from senior members of

individual CALFED member agencies to their agencies directing that th~ organization.align
with spedfic goals and undertake core actions; and

b. promoting coordination across implementing organizations.

6. Ttiere are three main ways to influence how resources are applied:
a. CALFED policy-group: members can direct their agency, budgets:
b. through crediting or public recognition;
c. cortvincing independent programs to use their resources consistent v,-kh, the ecosystem

objectives developed by CALFED.

¯ FunctionaiLevels ¯ ."

La practice, the proposed Structure will have four functional levels:

12 Dec~sion’NCMdng / Medim-ion: At this Ieve!i politidans and senior decision-makers ~om both the
government and stakeholder communities coilaborate in setting the basic restoration agenda,
provldin.~ oversight, and mediating difficult issues. As well, they. receive periodic input fi’om an
independent "blue dbb0n" advisbry.panel.

2. Planr~ing/’Goal Setting: At this levei~ tWO distinct, typ~s otplarming are record: that wkich
is longer-term in nature, and related generally to habitat, md that which is aimed at more

. immediate circumstances, primarily related to water management. With rd’~ence to the lat.ter,
th~ .Operations Chairman will be responsible for planning for coordination of water
operations, and reporting recommendations for short-term changes toI2ALFED for immediate
notion. At the same time, the Bay-Deka Program. Ecosystem Rour:dtable, and Bay-I)dta Pro~am
Executive Directdr will work together to develop and revise running five-year plans¯containing
ecosystem goals and core actions that serve to guVd~ restoration and’ monitoring activities tak~ig
place within the BaY-Deka ecosystem. The Executive Director will help determine whether a
parti’cuIar undertaking is best recommended to the CALLED Policy Group for implementation
by the member agencies, or should be referred to the’coordination manager’s offi¢�
assumption 5, above).
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3..Coordin~on: At this l~vel, theCoordination Manager and ~ork~roups striw to
the ~oals ~d core actions imo con~=e, qu~fitafive te~, and ~en to dct~he
~~ eff~ ~d e~dent m~ns to ac~ev¢ the de~ed ~d. In some c=¢s, ~ ~. me~
coor~na~on (~oup I does ~ ~0up 2 does. Y, =c.), in o~�~ .~is ~ ~volvo cooperation
(~oup I do= pan~ ~oup. 2 does pan B, ~c.), while others may involve co-~nd~g. One of
~e ~~t a~fies at this I~d w~ be to develop e ~t of~nc~on~ md essend~ ~cators
md~~ks th~ cm be us~ by ~0ups worth8 ~rou~out ~o ~o~em.’T~s will ~d
obt~nin8 m ac~mto~ comprehensiv¢, and ~ely ~¢w o£~e rote of~e ~o~st~.

4. Implementation: At this. level individual entides engage in the actual work of creating and
executing projects and programs designed to move theecosyStem toward the overall goals.

Functional Roles

Governor o.f C.~l~om~a/ Secrefary of Interior

Provide authority, oversig,ht, and mediation as needed.

CALFED Pofiqy Group

Refer~ to joint California / F~eral. CALFED Policy C-zoup, composed of State and Federal agencies.
(represented by the California Water .Policy Council and ,Federal Ecosystem Directorate). In.
consultation with the Bay:Ddta Advisory Council the CALFED Policy Group will ermblish the: basic
restoration agenda~ and ouflhae broad funding-priorities to guide all parties active within the: Bay-
Delta- ecosystem in sec, taing and alIeca .ring resources. The CAI2ED Policy Group will be responsible
for final decisions con~g restoration funding by member agencies, and for d~vdoping a crediting
mechanism pu-,’taining to stak~older modes. The CALFED Policy Cn’oup will a.lso be responsible for
ensmLug that CALFED ~encies remah,, aligned with, and supportive of. established ecosystem goals
and core actions.

Bay.Delta Advisory Council                                "-

This existing group is composed of stakeholders, and is proposed to serve as a .hie.h, level liaison
between the va.HOus stakeholder c0mmunifies and CALFED agenci~. BDAC will as-qist the CALFED
Policy Group in= both formulating the restoration agenda, and estab.lishing funding priorkie;s and
crediting policies..It is recommended that a review be conducted of the current compo:sitiort,
structure., and decision2making protocol for this group to determine if minor adjustments court
achieve an even more effective stakeholder input. However, it is important that this ~oup retain their
current status as a chaneretl organization under FACPL
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Blue ~bbon P~el

This ~11 b~ a new ~oup, to be composed at l~s~ 50% of p~oplo ~om outride ~e Bay-Ddm
eco~s~em. ~ ~! p~ members will be ~ee ~om potemifl co~i~ ofinter~t. ~s ~oup Will be
rda~vdy sm~l, and ~ to be ¢ompos~ of~d~s covedn~ a ~ge ofdis~p~ ~p~se and
exp~ence.

Operations Chainncal

.Ensures, on ~ day-to-day basis, coordination of water management proteins and operations with
requiremmts related to protection of aquatic ecosyste"m.s. The Operations Chairman establishes and
oversees the"Opcrafions-Endangercd Speci~es Coordination Group," and reports recommendations
for short-term changes .to the CALFED Policy Group for immediate action. The Chairman =also
combines efforts with the Executive Director CALFED B~-Delta Program to ensure that th(~e is
coordination among relevarrt monitoring and habitat �fforts. The Operations Chairman is an existing
position, and no changes are recommended at this dine.

Fzc~cutjve Director CALFED Bay-Delta Program                        ¯.

On. a day-to-day basis,, ensures that the a.genda and. funding priorities set forth by CALFED Policy.
Group are carried out in an effective and efficient manner. The Executive Director determines the
most effective pathway for recommendations: (1) upward for consideration and action by the
~CALFED Policy Group and their member agencies, or (2) downward to the Coordination Manag~
tbr consideration and action by the Workgroups and their respective organizations. The Executive
Director also. works with the O!Serations Chairman to ensure coordination with relevant water
management programs and operations. Three main changes ar~ recommended to this e,~isting
l~Sidon: (1) create and chair the Ecosystem Roundtable, and (2) hh’~ and supervise a Coordination
Manager.

Bay-Delta Program                                               ..

The Bay-Delta Program is the ’master planner’ in this organizational struct{a’e. This group will sea-re
to translate the basic agenda established by the CALYED Policy Group into a running Fiv¢;-year
Action Plan. In the process, this ~oup will develop and refine the primary lists of ecosystem goalsI
and core actions, and serve as the institutional memory concerning what has been. and still n¢,~l to
be done on the overall restoration..agenda. A~ well, the Bay-Delta Program will examine and select
alternative packages of solutions, and produce needed EIS/EIR materials. Another.key function of"
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the Bay-Delta Prepare will be to produce periodic Slate of the Bay-Delta F~’tAs?:stern reports
.desca’bing ~rrent condkions. Over the long term, the Bay-Delta Program ]s expected to be a
source of innovative proposals concerning the evolving set of goals and core actions..These.
recommendations and suggestions will be used as input by the Ecosystem Roun~Itable.’

Ecosystem RoundtaMe

An  .os  twa Roundtab e win be created to develop an ecosystem-wide Amaual Planto  ide e srts
of all partiesthroughout the. system. Key supporting materials to be p,rodueed by the Bay-Delta

. Program include the running Five-Year Plan, the set of’recommended goals and core actions for Ilhat
¯ year, and the periodic State of the Bay-Delta Eco,ystem reports.

The Koundtable will be a large body of. individuals drawn from government and the:stakeho’.lder
eommunities.,’!he Roundtable will operate on a consen .s’Cs basis, and all members will be exp. coted.

’ to ’check their institutional.hat at the door’ (a la International Joint ¢ornmission-’). In this way, the
group will serve as the ’~ewards" of the ecosystem;in other words, the".� are expected to act on behalf

¯ of the ecosystem. Their o,~erallcharge as a _-_roupis to translate the basic agenda established bythe
CALFED Policy Group into a widely-accepted yearly Action 91an that v-ill-be used by all parties in
guiding individual efforts toward system-wide rejuvenation of’the Bay-Delta ecosystem,.

Tile Roundtable,.vilI consist of two standing committees: policy and technical. The policy eommi[ttee
will undertake periodic reviews of all p,olicies influencing the system, looking for op,p.ortunitle~ to:
improv.e ei~eiency and effectiven,.ess. The technic~ committee will provide advise concerning factors.-
affecting ecosystem health, appropriate and attainable ecosystem ~oals and objectives, and
recommended modifications to the list of core actions. It isexpected that thework of both groups
will benefit from the periodic State.of the Bay-Delta Eco.system rep.orts.    ....

Each year the Ecosystem Roundtable will be asked to review the current Version of the Five-year
Action Plan, developed by the Bay-Delta Program staff, and to develop consensusl ona Bay-Delta
Acdon Plan for that year. This Plan will include a recommended set ofspecitc goals and core actions
to recaive special emp.hasis and attention during up.c0ming planning actNities undertaken by each
the imp.lementing entities. Witt~ the broad fi.mding priorities set by the CA,LFED Policy Group, the
Ecosystem Roundtable will also ensure tl~ the Plan provides recommendations concerning the ileve!
of effort and resources to be devoted to each of the tba’ee thematic areas represented by. ae’dve
wo k rou  .                                                     .

ZlTn~ LIC is ~n intemotionat arbi~stion ~.’, jointly tbrmed earlier this c,~t,.n5" by the gvvernment.s
United Sta~es and C~rmda. Among 0th~ L-~-~.q, the 1JC has dealt, with ecosystem management and r~-tor~u-ion i~sues in
the Grr, at Lakes. water issues in the high plains, mad fisheri~ and water managt:m=t iss~z~ in the PaciIie Northw¢!,x. In
over tour de, cad~ofoperation, the IJC has hadto r~.xa’t to a vt)te f~ver than 5 times.

5
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The Ecosystem Roundtable does not exist, and is be Createdexpectedto through Memorandum
of Undexstanding. Representation is still to bo determined, but is likely to include deraents frora the
currerrt CALFED Ecosystem Technical Group, the Category II1 Steering Committee, Stakeholder
Policy Group, and RestorationRoundtab|e, all of which are proposed to be dissolved in favor of the
Ecosystem Roundtabie..lt rn~y be necessary for this ~oup to have a F.ACA charter. There, are at least.
two ways in which ~s could occur.. The first is to create the Ecosystem RoundtabIe as a sub~
component of the Bay-Ddta Advisory Committee, thereby gaining FACA status. The other is to
create a ~ and separate ctiarter for the Ecosystem Roundtable: While the former is probably eas:,er
to implement, the latter is probably the superior long-term solution.

The Coordination Manager is a permanent~ long-term ftmcfion. He or she will.be the broker of:"
oooperative efforts in service o£ ecosystem restoration. The Manager will facilitate th~ on~oing.~
process of’transladng~ CALFED’s goals and core actions into concrete, q,mntitativererms, and then

. :¯ - . determining the most practical, di’ecdv~, and ~:ficient means to achim, e ),.he ddsired.end. The Manager¯ will assist, the Work~oupS in finding ways to inte~a).e individual programs into an efS".cdve
coordinated approach to ecos2,’gem restoration throu_mh coordination, cooperation, and in some ,:ases,
co-funding. The Mamget w~l compile an ir)ventoryof partigipants~ program plans, and ~q.ll fac:ditate
’circulation or’new proposals to rdevant parties. The mar.a~er will aIso.hdp promote and fac:~iitate
cooperatiou betw’een the separate Workgroups.

Thre~ Workgroups are .proposed, one each in the areas, ofO) Operaticns/ESA, (ii) Habitat
Re~oratiort, and (iii) Syste.,nwide Mo~toring. Individual work~oups will be composed of a mix of

¯ ’ : qualified and experienced individuals, drawn flora both the government and stakeholder, communifies~
~. who are established and respected within their respected disciplines and communities. J.n each case

the members wi!l explicitly represent their individual institutions, in contrast to the Eco:~ystem
Roundtable where m~mbers r~present the ecosystem. The three main responsbilkies of the
Workgroups will be to:

1) devdop indicators (measurable endpoints), benchmarks (.indexed to space ~d .time), and an
~aIuation plan reIevaat to their particubr area of activity.

2) translate the Ecosystem ~oundtable’s Annual Planinto action, and

3) cooperate with the other two Workgroups.
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.Indicators ~ the ’wor&’ ~ ~� re.oration ’l~ge.’ ~ o~ words, for pra~c~ r~ons, it is
~ ~ ~ ~g~ go~s ~dy ge~ d~n~M in more precise te~. Selec~g h~cators
is ~po~t not o~y for s~g dish.one ~nc~ng ~ k t6 be done, bm ~so for discussing
how changes in the �~em ~11 be men.red. Benchm~ks roger to the desked v~ue f~r a
parti~lar in,razor. W~ qu~i~ ~reda are one
doub~ng numbem of a p~ic~ fish spies h a de~at~ place over ~ spoiled ~e p~od. In
sho~ the Work~oups ~e an id~ fo~ for deliberat~g ~d decidin~ on ~ch tec~icg ismes,

Consequently, one outp.ut from the Work~oups will be a clear articulation of a set of’ ecosys~tem
objectives relerant to thdr area of activity. ’ Unlike the more general ecosystem goals, theseobjectives
are specific statemrn~ des~bing structural and / or functional ecological endpoinzs associated with
ecosygem restoration in the Bay-Ddta ecosystem. An example might be "the waters of the
Sacramento and San Joaquin Rivers will not ~hibit toxicity in bioassay tests conducted at a {spe~.’.ific
geographic location}."

The main annual eftbrt of each Workgoup ~ be :o develop or adopt a s-dke of specific projects and
progarns needed to R~lfil the goals ~d.core ac~ons that are receiving special emphasis and me~,tion
that year. Initially Work~oups may be focuse~, primarily on coordinating between indNidual

..programs; over time it is exposed that there ,~ilI be a move toward consolidation of eE’orts and
improved efficiency..

Unlike Se Ecosystem P,o,~ndtable. this group is exp.ected to be explickly ’ins~imtional’ in nature.
other w~ords, within.a cooperative spirit, membersof’the Workgroups are presumed to represent their
organ~ation’s capabilities, intw.es~, and n’a.~date. It is recogniz~ that some organizations h~,ve a
more restricti~-e mandate, whiIe others havemore degrees of freedom. The Work~oups wil! be an
effective forum for wor.l~ing tl’.rou_v.h,’at a ’nuts and bolts’ love!, all of the pra~cal matters that need
to b~ consider~ and h~dled in making inte~ated, adaptive environmental management approaches
~ork in the real world. The goal is to emerge - in concer~ with the deveIopment d each
organization’s individua! A~nual A~on Plan - with a coordinated plan that specifies who does
what the expe~ed results are ~o be (indiv~dua!ly ~d collectively-), and how performance wiI1 be
evaluated.                                               -

Stakeholder Involvement

.The design Of this plan allows for stakeholder input at all four levels. Stakeholders v-ill have active
and important roles not only on the Bay-D&a Advisory CounciL. .but also the Ecosystem Roundtable,
and all three Workgroups. As well, there wi!l be stakeholder programs at the implementatior~ level
(e.g., ~Category ILL S~lmon Stamp). Additionally, it is expected ~at some of the panicipams ~n this
structure may elect to include public meetings as part of their activities.
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